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aolu t i on i n p · tlent • 1ntra.venous bot t _ b. run out, o • 
ott · g d t 4 bottl 
with oth r , uti 
ook 'lor n -
ll 
Sb 
b to · loe~t1o 1 · 
th r ~u1•n 
o:rde:r auppl1 
i ·ot t 
t.o .n proo de 
0 er 
_· vi. 0 .. ver p t1 n.te' 
erkl y ok to 3'ohnnr .k .· . r it a 
part tim 1 · • t o · hiob ehe r 11 d tt.t ti v l.y. -1 · 
y oontinu 
Johnnz; 
k .nd lin to 
About 10:00 • ., one ot · lper 
n . a . • '*Th o :~ ,r , · h l .J' · h ve not o 
• Th r • 
not . yon 
1 de y not. or r than 40 hour 
the need tor t.h t. Ther should be s e other 
hoapit.als in the oi t .y who oou d take oar ot some ot 
these .P t i. . nts~ we had so y siek pati nt s nd we 
didn •t have t h stat t o t ak oar of t he • I hav 
never had a ny head nurse .ex.per1 .uca, but ~~ . s. Dutty 
oal.led me one ni h t and se.id that ... !rs. Dick an, the 
former head nux-se who resign~d beoaus · ot pregnancy, 
was leaving sooner tllan she had thought and that she 
needed s o.m. one t o take ove.r as head nur e.l obody 
els · o uld take it. You see this ward has kind ot 
bean t he jinx. Mrs. Dutty said that 11ss Diohmen and 
anOth r head nurse had said t hat I was tlle beat o.n · ~o 
tal< the j ob. I explained tha t I did not ltnow the 
ho pit 1 routines or pol1o1.es very 11, but s .. e s id 
they would gtve me all the help they oould. Of course, 
I will Just be here until May. I told ,.Jr • Dut:tt 
that. I worked laat summer in a Gamp in Ve:rm•-t aa.d 
I plan to go baok there this stl.liJIOOr." 
Another ward on wh1ob ,U,ss Berkley observed was F west. 
ThiS wa one of t he larger units tor male surgical patients. 
On l''eb.ruary 6th 1 a bout 8:00 o•olook, when. Miss Bert ley ent to 
the ard, r. ss T her . the JH~ad nurse. was sitting at t he dosk. 
making out t he patiez1t assignment S·heet. The ward census was 
26 a nd one ot t!tea ~ as on t h e da.ngerously ill list. ~is 
Flynn,. a ":f'loe.t" pe r diem nurse, had been assigned to this 
ward tor t !l day. Aooording to t he time schedule, t h e f ollcw-
1ng peopl . ' ere on duty: 
Miss Black , r egula r starr nurse, 8·;00 A. ·· to 4:30 P •• 
• G.r ory, per diem nurse, 7:00 A. A1 . to 2:00 P. M. 
Mr s . Gibbons, per di em , 8 .:00 A •. ~. to 4:)0 P .. M • 
.. dss· Pe ohook . per diem, lO:OO A,.J!1. to 7tOO P • . • 
Mi a · Reynolds , aida, ~b oo A,£. . to 4 : )O P • . ,r. 
i ss Killg, 2nd yeer stu nt )?tOO A. M. to StOO A. • aJ14 
Miss Graoe, 2nd y$ ar &tudent)4:00 l'. ~. to 7:00 l, , M. 
Us Sedor, ai-de, 8:00 A, · ~ . to 4: )O P. M. 
lvaoanci .s in the head. nurse or assistant h ad nurse 
positi ons er till d henever possible t om. the g n ral start 
nur e g roup , t w s the policy to make p.ro.motions on the basis 
ot merit and preparation. 
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Miss Gerald, aide, 9:00 A.M. to 4:.30 P . M. 
Miss Douglas, aide, 8:00 A. 14 . to 4:.30 P. M. 
ss Stewart, \vard helper, 9:00A.M. to 4:.30 P. M. 
Miss Flannagan, ward helper, 9:00 A.M. to 4:.30 P . M. 
About ten minutes after eight, the second year student, 
who had been on night duty, :t'inished her work, and gave the 
morning report. Arter the report, Miss Taber continued making 
out the assignment sheet. Several of the nurses peeked over 
her shoulder to see what their assignments were g oing to be. 
She finished this task and posted the sheet on the bulletin 
board. 
iss Taber spoke to a ward helper who was walking down 
the hall with a dish of c areal 1n her hand. "What's your 
name?" The ward helper replied: " Collier." 
Miss Taber: "You're going to become an aide, aren't you?" 
Y-Liss Collie.r: "Yes." 
Miss Taber: "That's it. we don't know whO's working on our 
ward, and they'll be taking her off to class 
without my knowing." 
Miss Taber looked at her watch. It was 8:25 A. • She 
began changing the assignments on the assignment sheet. "Mr. 
Gregory was supposed to have been in at 7:00A.M., and he has 
not arrived, nor called. He was assigned the seven o'clock 
'temps'." She had already assigned the temperatures to another 
nurse and she now added the names of the patients 1r . Gregor,y 
was to have oared for to the list of patients assigned to other 
nurses and aides. Js sh e erased ~r. Gregory's assignment, she 
said: nr can't assign too many patients to Miss Black; s,lle 
objects.'' 
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Miss Taber went into the kitchen to cheok on the serving 
or trays to several patients ·and, as she came out or the 
kitchen, she spoke to a man in white who was hurrying down 
the hall. "What a dirty trick, Mr. Gregory; I thought you 
were not coming," she said in a good natured manner. 
Mr. Gregory continued down the hall as he commented, 
"Yeh, well I couldn't make it any sooner." 
Ndss Taber took the assignment sheet off the board, and 
began to change it to include a patient assignment tor Mr. 
Gregory. "He works in tour or five different hospitals. Usually 
he gets here to take the •temps' at 7:00A.M. This morning, 
he didntt make it." 
Mrs. Flynn came to the head nurse's desk and Miss Taber 
suggested: "Get an aide to help you take the side rails orr 
Mr. Quaker's bed when you get ready to bathe him." 
Mrs. Flynn commented to Miss Be:rkley: "I don't know 
anything about this ward. I come in to work only three days 
a week and I haven't been on this ward in six weeks." She 
stood there a minute, as though she was trying to decide 
where to begin, and then she wrote down the names of the 
patients assigned to her, turned to the Kardex, and began to 
read the comments about the patients• care •. 
Miss Taber visited the patients in the ward and on re-
turn to her desk an aide greeted her: "Hi." 
Miss Taber: "Are you down here?" 
Mrs. O'Brien (an aide): "Yes." 
Miss Taber: "How would' you like some help, Mrs . Flynn?" She 
turned and spoke to Mrs. Flynn. 
Mrs • Flynn: . "Well, I don • t have any linen now • " 
Miss Taber: "She oould help you .with Mr. Quaker, and .Mr. Brown, 
and Mr. Talbert." . 
Miss Sedor, an aide- oame to Miss Taber's desk and asked: 
"l have to go t o the laundry anyway. Can I pick up a tew 
sheets if they have them. done?" 
Miss Taber: "Yes. but you won 1 t need a sli p because t h ey al-
ready have our order.," 
Miss Taber lool<:ed at her watch again. It was 9:30 A.M. 
She took the assignment sheet off the board again. "Mrs. 
O'Brien will have to take Miss Gerald •a patients. I . guess 
she is not coming in." Mrs. Taber erased names and adjusted 
the patient assignment for the third time that morning . 
About 15 minutes later. tour pre-clinical students 
arrived on the ward. .Miss Taber oheok ed her schedule or stu-
dent assignments. These girls were not listed as assigned to 
her ward and she had not expected them. 
JOliN AD.ArviS HOSPITAL (B) 
Principal Characters 
Miss Montag .............. Direotor ot Nursing 
servioe 
Miss Berkley •••••••••• .-. Observer 
Miss Dorst •••••• , ••••••. ,Head nUl'se on F west 
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JOHN ADAMS HOSPITAL (B) 
"The board . of trustees ot: John .Adams Hospital were 
interested in having a manag~ment survey done in order to 
d~termine wheth·S!' there were some better ways t 0 do things to 
conserve time and money. How many or you have heard-·the John 
Adams is in the red?" The group laughed. 
Mis s Montag; who had been the Director of Nurses far the 
past three years, was speaking to the head nurses and super-
visors at a meeting she had called early in November. The 
group was assembled in the recreation room in the nurse's 
residence, where coffee was served, and the nurses drank 
oottea as they listened. 
"The survey will include nursing service and all the 
departments or the hospital; maybe some ot you have al-
ready come in contaot with these survey people. We'll 
have to discuss this more in detail in smaller groups 
later. 
I have been meeting wi tb. tb.e director and some at 
the trustees and. I. have approval tor the appointment at 
10 more staff' nurses. We have 97 staff nurse positions 
now and we actually need 26 more, but I am satisfied to 
get 10 more at a time. The salary increase which we 
have discussed will be etf'eoti ve soon and I am also 
planning the appointment o:f a nurse to help the head 
nurse. With all the research that is going on hare, 
with the medical students and interns. there are just 
too many demands on · the head ' nurse. I want a nurse to 
meet the doctors, to make rounds with them, to work 
witb patients, and help with student teaching. I want 
you to know some of the plans for the o oming ye~. '' 
There was no discussion of the matter and after a ~ew 
announcements the meeting adjourned. 
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Miss Berkley1 was interested in the head nurses and, 
early in November, she talked with Miss Montag about the 
duties of the supervisors2 and hear nurses. 
Miss Monty: "The supervisor is mainly responsible for the 
administration of the ward. This is the way I 
think of it, but I don•t know actually what's 
happening. This is where we need help. The 
medical, s.urgical and private supervisors have 
four wards each. They are concerned with the 
sta.f'fing and planning. They make rounds to -all 
the sick patients every day and they make rounds 
·with the doctors when they can. They should take 
oare of i.tt.terdepe.rtmental needs; planning, in-
service, guidance, overall referrals, and 
orientation. They are supposed to help with 
the student teaching when they can. The clinical 
instructors do this, of course, too. The head 
nurse is responsible tor patient teaching. It 
the stQdents ar~ there they may do the teaching, 
but if, for example, the diabetic patient is 
going home then it is the head nurse's direct 
responsibility to see that the patient receives 
instruction." 
In December, two or the twelve nurses in head nurse 
positions had taken courses in Wa:"d Administration, and one 
of these had a bachelors degree. The other 10 head nurses 
had had experience as a graduate nurse, ranging from two to 
ten years. 
Miss Berkley made a survey of the records tor the past 
year, which showed that of the thirteen wards there had been 
a change in head nurses on nine ot the wards. On one ward 
there had been seven different head nurses; on each of two 
other wards, there had been three different head nurses; on one, 
l Miss Berkley, a graduate student tram a nearby 
university. 
2see Appendix A. 
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there had been no head nurse for ten days, during which time 
a staff nurse on the ward had been in charge; on each of the 
remaining tive wards, there had been two different head nurses. 
On the 13 wards, there had been a total of 26 different head 
nurses durin.g the year. 
Mrs. Duffy, in reviewing the situation with Miss Berkley, 
recalled the reasons stated by each nurse when she resigned, 
since there were no records or this. A computation of th.e 
reasons indicated that tour head nurses had resigned because 
of pregnancy; four had been married and had moved to another 
city; five had transferred to various other jobs; one had 
entered a university for study; one nurse decided to do general 
duty nursing because she did not want administrative respons1-
bili ty but preferred giving bedside o are; a nd one nurse in 
poor -health transferred to the Out Patient Department wh~re 
the work would be lighter. Ot the five nurses; who had trans-
ferred to other jobs, one became a Public Health Nurse; one 
transferred to o iv11 s ervioe; o.ne transferred to another hospi-
tal and then a nursing home; another to a larger city and was 
soon married, although nothing was known about her speoiflo 
job; and no det1n1te information was known about the fifth 
nurse. 
' 
on November 22nd, Miss Berkley learned that Miss Dorst, 
the head nurse on F west, one ot the larger wards, had resigned. 
She had given Mrs. Duffy notice and her l;"esignation was to be-
come effeot1ve in two weeks, on December 8th. She had 
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graduated from a collegiate school of nursing three years ago. 
Since her graduation she had acquired 14 credits toward her 
m.asterts degree. She had worked as a staff nurse in the hospi~ 
tal where she had her basic experience tor nine months before 
she came to the John Adams Hospital two years ago. She had 
worked as a staff nurse tor two months betore she was appointed 
to the head nurse position, One day following lunch; Miss 
Berkley and Miss Dorst were alone in the nurses lounge. Miss 
Berkley said she had wondered why Miss Dorst was leaving. 
Miss Dorst: "So you want to hear my gripes I" she said laugh-
'-ngly, 
Miss Berklez: "Well, not necessarily, but I t,b.ink head nursing 
is so interesting that I just wondered why you 
are giving it up." 
Miss Dorst smiled and in a quiet manner, occasionally 
pausing to think before she spoke, said: 
nwell, this mom1ng for instance, I had to 
give all the medications myself and do all the 
charting. I had t .o make out the assignments and 
carry the responsibility of' running the ward too. 
I d.id not have time to post the new orders. The 
nurse in charge wi 11 have to do that this attar-
noon. And sometima .s when I have new people to 
orient and its like that I just don't have time; 
time to help them or to do my work either. The 
supervisor doesn't help me. She comes to see all 
the patients twice a day. Of' course she can help 
interpret our needs tor more help to the nursing 
otfioe, It seems to me I get all the newly em-
ployed nurses; I oan think of six who have been 
assigned to my ward recently just for a day or 
two ot orientation.l Sometimes I know a. new nurse 
!There was no planned orientation for the nurses working 
on a per diem basis, but the plan tor permanent staff nurses 
included one day with the supervisor and in observing on the 
ward to which she was to be assigned, and a tour ot the hospi-
tal conducted by the Public Relations Department for all new 
employees of' the hospital. 
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is comi ng , but usually she is jus t t here in the 
morning . If I have time I like to show her a-
round and tell her a bou·t things, but if it is a 
morning like this I just do not have a minute. 
All I can do is give her s ome books to read 
(Procedur e Book, Reference Book of hospital 
policies• etc.) and let her take care of herselt. 
It upsets me to have that happen. because I know 
new nurses need someone to help ihEill when they 
are in a new situation, We need a good orienta-
tion program." 
After a reflective pause ., Miss Dorst continued: 
"I rarely get to do any supervision; that is, 
check other people's work or help them. All I 
have time to do is to attend to the acute things. 
It seems that the only time I speak to the stu-
dent;s is when I see them doing something that is 
wrong . Ita always negative and never the posi-
tive things. Its a shame a hospital like this 
couldn't be better tor the nurses-. It should be 
a terrific teaching place tor the nurses as well 
as the doctors. There a re lots of good things 
about this hospital. We get supplies quite 
easily, the Pharmacy is excellent and they are 
always anxious to help you. We do have some 
problems with Central Supply in getting the 
supplie·s when we need them. We need large amounts 
at suppli as such as towels and 4x4 t· s. We never 
order over our standard, but we never get .our 
orders filled. It would save a lot of time tor 
us if Central Supply would autoclave catheters. 
They are done on the ward. They say its not 
'prooedure t here tor Central Supply to do 
catheters. I have suggested this to the super-
visor but nothing was ever said about it again. 
It was just a waste of words. We have to make 
our ow.n constant drainage sets too. Its such a 
waste of nurse's time. 
Another thing--the per diem nurses. Its ridi-
culous. They can work any time they want to and 
when they want to. They work four days a weelt, 
BtOO A. M. to 4:.30 P . M., with one split a week or 
one day, 10:00 A. ·1t , to 7:00 P.M. A general sta.rt 
nurse gets one week-end in three ott and a per 
diem nurse works one week-end in three. On the 
bi-monthly check, the per die.m nurse gets about 
$15.00 more. The staff nurse gets sick leave. 
tJ:u> ee weeks vacation and a bout half her Blue 
Cross Insurance. And a per diem nurse can take 
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ott anytime she wants to. I saw very tew per 
diem nurses last summer; but they are all back 
now. Why, I oould save the extra money they get 
and go on a nioe vacation. And the head nurse 
has so much more responsibility. I feel directly 
responsible tor the patients getting their treat• 
menta and medications. lf someone doesn't do it 
then I must. Just because a nurse is assigned to 
a patient doesn't mean that I am relieved ot the 
responsibility because I am responsible tor the 
qual! ty ot care. 
The per diem nurses had a meeting the other day, 
but I do not know what they talked about. We 
had part time nurses at the hospital where I 
worked before I came here, but we planned ahead 
and we knew when they were to be on duty and they 
were expected to be there. A lot at these nurses 
who are on par diem could work as regular sta£1" 
nurses and I think they would. I can not see 
any reason tor the new gx'aduates to come to work 
on a per diem basis. They have no home responsi• 
bilities and I think it they had to work as a 
regUlar statf nurse they would,." 
Several months passed and the plans tor the hospital 
survey were being developed. On January 19th, the head nurses 
and supervisors assembled at the nurse's residence at l:OO P.M. 
tor a special meeting oalled by Miss Montag. After ootfee, 
she explained that in the process ot trying to eolleot data to 
use ror the survey she had found that many or the weekly time 
sheets were incomplete and inaccurate. "I . want to use the in-
_f'orm.ation to figure the number of' hours of nursing eare that 
is provided ror :eaoh Pitient." Af'ter distributing mimeo-
graphed p odes of . the instruction she read and explained the 
. . 
. 1 
"Polio! es on Use of vreekly Time Sheets." She asked that the 
time sheets be in the nursing arrioe by Saturday. There was 
same discussion of the problem that arose when the head nurse 
lsee Appendix B. 
was off duty on Thui·sday and Friday bec.ause t he change in 
assignments did not reach them unti l Friday. Miss Montag 
oomme!lted: "Oh me, there is always a problem attached when you 
want to do some thing. " She e.sked them to get the time sheets 
in as soon as they could and continued! 
"I will see if it is possible to get these changes 
in assignments to you Wednesday. I r&alize some of you 
will be off duty Wednesday. In the most part it would 
be possible tor you to get your time schedules to the 
office by Friday. Even though there are ohanges you can 
make out t he ti:me and change it if necessary." 
Miss Coles, one of the head nurses• asked about the time 
assignments for the night nurses. "We don•t know who is cover-
ing our ward at night." she commented, 
Mrs. Duffy quickly replied: "That information is posted 
in three places--the nursing o!':fioe, the nurses residence and 
the dining r oom." 
Miss Butterworth, another head nurse, volunteered~ •r.The 
night supervisor can tell the day supervisor and she can tell 
you WJhO is soheduled to 0 over the ward." 
There was no further dis('ussion a nd Miss Montag went to 
the next item on the agenda: "The duties of the assistant 
head nurse are to assist tb.e head n.urse and learn the admini-
stration of the ward, not just to be assig ned the medications." 
Miss Page. a head nurse, said: "I kn~v what the assistant 
h sad nurses' duties are but I do not have enough s tatf nurses 
to care tor the patients so the assistant has to . have an 
assignment • " 
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Miss Montag: "We know we aren •t doing the t ·hings we should, 
but with the present staff we just can't do any 
better." 
Miss Montag then mentioned the responses she had re-
ceived on a questionnaire that she had previously sent out in 
an attempt to get information for the board of trustees about 
job dissatisfaction among the ward helpers, the aides, staff 
nurses, head nurses and nurses on per diem status. About 100 
questionnaires had been distributed by the supe=viaors and all 
those who oared to had filled them out and returned them to 
the Director ot Nurses, Miss Montag felt that this question-
naire would not reveal any new ~acts but she was anxious to 
see how various employees expressed their feelings and att1-
tud.as about the s atistaction ot their work. Five head nurses, 
one assistant head nurse, two general statt nurses, two nurses 
working on a per diem basis, thr~e nurs~s aides and five stu-
dents of nursing replied to the questionnaire. 
Miss Montas: "Since these are not signed I do not know who 
they are from." She picked up a shee1. o:r 
papers and began re~ding one ot them. "Someone 
mentioned that they want more head nurse meet-
ings, I believe that we decided last year that 
more was aooomplishef by small meetings with 
departmental nurses. Isn't that right, Mrs. 
lrnstead of meeting with Miss Montag, the plan this year 
included a monthly meeting with Mrs. Duffy and Miss Abbott. 
Mrs. Duffy explained that in the past, r egular meetings with 
all the head nurses had tended to turn into gripe sessions, so 
that this year she had been chairman and Miss Abbott had been 
secretary and they had rot~ted meetings with different groups 
of nurses each week in the month--namely, the head nurses from 
the surgical, medical and private pavilions and the starr 
nurses. "I usually have a few announcements to make and then 
the head nurses have an opportunity to talk about their prob-
lems," Mrs. Duffy explained. Regular meetings are usually 
Du:tty?" Mrs .• Duff"y nodded yes. "She will try 
to have those meetings with you every week and 
then yoo oan have a big meeti ng with me; all the 
head nurses once a month. How would that be?rt 
The group accepted the deoision. "Someone had 
men ti one d problems with Central Supply." She 
looked at the group be:tore her. They were all 
nodding. There was discussion and an agreement 
that much could be done to improve the service 
rendered to the wards by Central Supply. Miss 
Montag continued: "There is a comment here 
about in-service eduoation.l What do you mean? 
What do you want? We used to have meetings and 
nobody would show up to hear the doctors talk • 
. e have tours ot the hospital as a part of the 
orientation when the employee is new," She took 
off her glasses and paused, gathered up the 
questionnaires and continued: "I'd be interested 
in knowing mat suggestion you have tar develop-
ing any or these ideas we have discussed. It 
you would be thinking about them I'd be glad to 
have you meet with me to discuss it ard to make 
some plans to improve." 
begun in September, but had not started until December, al-
though some special meetings had been called. 
1The plan tor orientation ot new staff nurses included 
one day with the supervisor, or in observing on the ward to 
which the nurse was to be assigned, and a tour of the hospital 
oonduoted by the Public Relations Department tor all new em-
ployees of the hospital. There was no planned orientation for 
the nurses working on a per diem basis. 
,APPENDIX A 
JOB DESCRIPTION .... SUPERVISORS 
The Sup~rvisor renders expert professional service to 
those who are supervised; and aims to i mprove nursing service 
through maximum development of the individual. 
Administration: 
1. Checks weekly and daily time schedules. 
2. Makes rounds and inspeots service regularly. 
3. Maintains all aspeots ot physical environment. 
4. Maintenance of· equipment and supplies. 
5. Alert for hazards, 
6. Maintenance of hospital policy. 
7. Delegation or r~sponsibility and authority. 
Supervisory: 
1, Supervises administration of wards. 
2. Supervises patient care • 
.3. Responsible tor weltare ot all patients. 
4. Responsible tor maintaining professional attitudes. 
5. supervision or staff practice. 
6. Staff counseling, guidance and evaluation. 
7. Appreciation or interpersonal relations. 
8. Analyzes and evaluates techniques and practices. 
9. Interpretation ot hospital policy. 
Teaching: 
1. Demonstration ot new procedures and explanation of 
changes in routine. 
2. Responai ble tar patient teaching,., 
3. Del•gates tee.chiDg responsibilities to qualii'ied 
individue.ls. 
4. I Teaohirtg oonterences with head nurse and statf. 
5 • Sv.pel'Vi SCS 0 oordi.tla tion Of t.heoretioal e.nd practioa~ 
experiences or students. 
APPEND!X B 
NURSING DEPARTMENT 
POLICIES ON USE OF WEEKLY NURSING TIME SHEETS 
1. Nursing time sheets repres ent the actual hours o~ pro-
fessional and. non-professional nursing care and service 
given on eaoh ward. '!'hey should be accurate and are under 
the direct supervision ot the ~loor supervisor. The Head 
Nurse is responsible tor making out the time sheets and 
seeing that they are k.ept accurate fr om day .to day. The 
daily changes shoul.d be made on the time sheets maintained 
in the Nursing Office, so that a t all times these are an 
aoourate record ot the dayts ac.hedule. The. Medical and 
surgical Supervisors. or ·the supervisor in charge of eaoh 
depa4tment are direotly responsible tor keeping these 
sheets aoourate; 
These time sheets are to be maintained in the Nursing 
Department tor at least tiv• years, a·nd should be stbred 
according to the School year, from October through Sep.o. 
'tember" The storing and responsibility for these time 
shee.ts are the responsildli t7· ot the secretary 1n the 
Nursing Office. 
2. The nursi.ng week starts on Monday at 8:00 A.M. and ends on 
Sunday at nddnight. 
). Nursing time sheets should be made up by Friday night tor 
the .following week, beginning on Monday. 
4. Personnel listed on the time sheets should include all 
graduate nurses, including head nurses ., assistant head 
nurses, per diem nurses, floats, relief .nurses, hospital 
students including year atfUiating students, nurses aides, 
orderlies, ward helpers, and ward secretaries. Assignments 
should show a ll evening and night dUtY-; as well as relief. 
5. The following abbreviations should be used following each 
name: 
H.N. 
A.H.N. 
G.s.N. 
P.D. 
P.T. 
H.A. 
W.H. 
o. 
FL.CL .. 
... Head Nurse 
.,. Assistant Head Nurse 
... General Start Nurse 
- Per Diem 
... Part Time 
- Hospital Aides 
- Ward Helper 
- Orderly 
- Floor Clerk 
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Nursing :Oe]iartment (continued) 
6. Time: 
Students: P.B.B.st. 3rd yr. 
P.B.B.St. 2nd yr. 
CMC 
or other 
a. All general stat"f nurses work an eight hour day or forty 
hotU:' week. Per diem or part ... time workers wo,.-k eight 
hours per day or less. 
b. Everyone's work day, unless part-time, should total eight 
hours without meals. That 1s 1 S:OO A.M. -4:30P.M. 
means that a nurse has breakfast betore coming on duty 
and is allowed one ... hal:r hour tor lunch by working until 
4;30 P.M. 
Nurses on. the ,!.Veniy sh1tt, or trom Jt)O P.M. • 12:00 
M.N., are allowed one·hilf hour tor supper. 
Nurses on the ni5Bt shiJ"t, or b'an 12:00 M.N .... 8:00 A.M., 
have dinner before iD!O:il!gnt and breakfast atter 8:00 A.M. 
Classes are included in the 40 hour week; and should be 
written in each day, in_oluding those of evening and night 
nurses. 
7. Abbreviations tor time ott duty should be indj.oated as 
follows: 
H.T. - Holiday Time. 
L.A. ... Leave or absence (this means day ott 
without pay)., 
Ill .... Illness. Time should be crossed orr. 
N.D. - Night duty ...... indioating one night only. 
VAl). - vacation. · 
L-.D. - LOng Day 
The abbreviation should be written in for eaoh day. Arrows 
·or lines should not be used. 
E'vening and night duty should be set u.p separately, and the 
word "ev~n~ng" or "nigllt." wr1 tten in ... -
'Eienins: Miss ____ G.SN. 
Miss · N.A. 
Miss . P.B.B.st. 
Nf68t: Miss ___ ..,G.S .N • 
Miss P.B.B.st •. 
8. Duties ot the Supervisor: . 
a. To check time sheet eaoh Qa.y and write in o hanges o:r 
daily additions~ illness. etc •. 
b .• To write in each day the total. nursing hours, in the 
square at the end of the·ttme sheet. 
o. To write in the daily ward oensus. 
d. Each morning, to check on previous afternoon, evening, 
and night for changes -whiah occurred after morning 
rounds, 
· e. To check time sheet in Nursing Office · tor accuracy • . 
9. Duties of the Associate Director: 
a, ·To implement the above policies and to see that they are 
.,arried out. , 
b. To direot the nursing service secretary in policies re-
garding filing or the time sheets. 
o. To see. that no time sheets are destroyed w! thout per-
mission of the Director of Nursing. 
USE OF DAILY TIME SHEETS 
The . above policies do not aff'ect the daily time sheets 
which the head nurse uses to facilitate . the daily schedules, 
ex:oept that these should also be accurate and c on.f'orm as 
olos ely as possible, within reason, to the above regulations. 
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JOHN ADAMS HOSl?ITAL ( 0) . 
Principal Characters 
Mrs. Montag,., ••••• ,., •• Direotor of Nursing 
Service 
Mrs. Duf:t'y .............. ,.ASsooiate Director ot 
Nursing Service 
Miss Abbott •••• , •••• ,, •• Administrative Assis-
tant in Nursing 
Service 
Miss Berkley: ••••••• ,,,,,Observer 
JOHN ADAMS HOSPITAL (C) 
In November there were 62 regular staff nurses employed 
in the John Adams Hospita l. In addition, the number of nurses 
working on a per diem basis had grown so that there were 43 
nurses working on this basis. There were three assigned to 
the operating room, although none were assigned to the out 
patient department, so tbat 40 of them were assigned to the 
wards. Mrs. Thompson, the medical supel"visor, commented: "I 
think per diem nurses are all right within reason, but we have 
too many. They aren 't flexible enough in a situation like this 
when we need coverage 24 hours a day." 
In explaining to Miss Berkley, on one ot her visits, the 
system or employing nurses on a per diem basis, Mrs. Duffy 
said: 
"There are no written personnel policies tor the 
pe r diem nurses, but I always talk with thero. about the 
hou r s they are to work, and they understand tha t they 
are to work where· we assig n them, although we try to 
place them on the wards ot their preterenoe. People work 
best when they are happy. When they express a preterenoe 
tor any particular service, we try to put them there. I 
have an agreement with each nurse who is employed on a 
per diem basis, as to the number ot hours she plans to 
woxk each week and the days she will be available. It 
is understood she can call i n and report off duty it 
she wants t o and also · that we can cancel the scheduled 
plans tor her to work. Actually, this never happens 
because we need them so badly. 
· '!'here are a number or nurses who are not assigned_ 
to a ward by the week.l We rater to these nurses as 
lNurses working on a per diem basis who worked 40 hours 
a week were frequentl y assigned to a ward for rive or six 
weeks at a time. 
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'~loat' nurses. They report daily to the nursing 
of~ioe tor their assignment. Miss Abbott or I assign 
them daily aooordi:ng to the greatest need. The census 
on the ward, the condition or the p atie nts, and whether 
or not a member of the staff is i ll are determining 
~actors in making the daily assignment,- so assignments 
can not be made the day before. Some of the 'float' 
per diem nurses are not very reliable. That's another 
reason why we can't make assignments ahead. I try to 
notify the head nurse when a float nurse is assigned 
to her ward, but this is not always possible in the 
moming when so many things are happening. The night 
supervisor gives me h6I' I'El port about 8 :00 o'clock--
the same time the head nurses and the per diem nurses 
oome on duty. The person who is .making out the •tloat' 
assignments here in the office comes on duty before 
8:00 o~clook . 
The per diem nurses are not included in the 
orientation program. They have to learn on the job. 
They don't serve on any of tho committees and t h r e is 
no opportunity for promotion." She shrugged her 
shoulders and said: "Its just a job." 
Sixteen of the 43 nurses on a per diem basis worked five 
days, or 40 hours a week; 18 w ork.ed two or three days, or 16 
to 24 hours a week; and nine worked part time or four hours 
or less a day for eight to 12 hours a: week . The number of 
nurses working on a •float' per diem basis varied from day to 
day and from week to week. "They work when it is convenient 
for them, not when we need them· most, but we take them," Mrs. 
Duffy c omment ed. 
The schedule in Tables 1 and 2 indicate the number of 
hours which 'float' and part time nurses worked on a per dian 
basis tor one week in November and one week in December~ The 
tables include nurses on duty trom 7:00 A.M. to 7:00 P.M. 
There were two nurses who worked on a per diem basis several 
evenings a week, and all of the regular staff nurses rotated 
TABLE 1 
NUMBER OF FLOAT PER DIEM NURSES WHO WOll<ID ONE ~~"EEK I N NOVEMBER 
November 19 20 21 I 22 23 24 
. . . .. Sat. Sun. Mon-• Tues. Wed. Thurs. 
N H N H N H N H N H N H 
8:00 A.M.-4:30P.M •••••••••••••••• ,. 9 72 1 8 3 24 3 24 2 16 2 16 
9:00 A.M.-5:30 P.M•••••••••••••••~•· . l 8 1 8 1 8 l 8 0 0 0 0 
8:00 A.M.-1;00 P.M. ,3:30 P.M.-7~00 R! ... 2 16 3 24 5 40 2 16 3 24 2 16 
4 hours ............................ ...... 0 0 0 0 0 0 2 8 0 0 0 0 
. 
Total Hou.rs ..................... 1 --" 96 
.. _ 40 
·-
72 ... 56 
·- 40 .... )2 
TABLE ·2 
NUMBER OF FLOAT PRR DIEM NURSES Vr'HO WORKED ONE VIEEK I N DECEMBim 
November 
8:00 A.M.-4:30 P.M••••••••••••••••••t 
9:00 A.M.-5:30P.M •••••••••••••••••• 
8:00 A.M~-1:00 P.M.-,3:30 P.M.-7:00 PJJJ 
4 hours ...... • ~ ......... . ........ ·•· ........ 4 
Total Hours . . ................... 4 
N = Nurses 
H = Hou.rs 
19 
sat.. 
N H 
3 24 
0 0 
ill 0 0 
0 0 
-
24 
20 21 
sun. Mon. 
-N H N H 
1 8 4 32 
0 0 0 0 
0 0 0 0 
0 0 1 4 
-
8 
-
36 
22 23 24 
Tues. Wed. Thurs. 
N H N H N H 
3 24 3 24 4 32 
0 0 0 0 1 8 
0 0 0 0 0 0 
3 12 4 16 3 . 12 
-
36 ... 40 ·- 52 
25 
Fri. 
N H 
3 24 
0 0 
1 g 
0 0 
-
. 32 
25 
Fri. 
N H 
0 0 
0 0 
2 l6 
2 8 
- 24 
I 
(j'\ 
...0 
I 
-70-
to evening or night duty every six weeks for a period of two 
weeks. However, the students did most of the staffing during 
the evening and night period. 
Mrs. Duffy was talking w1 th Miss Berkley about the nurses 
working on a per diem basis,one morning early in November. 
"We have several nurses who are doing full time per 
diem until they can make up their minds what they want 
to do. Several have been here some time now and they 
promised they would let me know what their plans are and 
they haven't. Miss Yeager is one of our young graduates 
on a per diem basis and she is a good nurse. She was 
thinking about going to school but she has been here far 
six months now. I went up to the ward the other day to 
see her; I didn't want to ask her to come down here to 
the office so I went up there. Sometimes nurses feel 
funny about being asked to come down here. Just in con-
versation I told her about the openings I hau for head 
nurses. I pointed out that there was a head nurse on a 
private floor who would be made a supervisor as soon as 
there was a head nurse to replace her a.nd that one of 
the head nurses on a women's surgical ward was leaving 
in a month and that a replacement was needed for her. 
But when I asked Miss Yeager what she planned to do she 
clammed right up and said she didn't know. She just 
wasn't interested, so what could I do?" 
On November 15th, Miss Montag called a meeting of all the 
nurses who were working on a per diem basis. She felt that it 
would be good to talk to the group since there had been many 
complaints from the staff nurses about the hours the per diem 
nurses worked. Miss Montag talked about the overall picture ot 
nursing today. She asked the nurses to consider working at 
least one night of relief a week. This met with disapproval by 
some of the nurses who said that they had transportation diffi-
culties in the evening and others who said that they were needed 
so badly in the day time that it the nurses working on a per 
diem basis were not there "who would do the work?" This 
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meeting gave the nurses on a per diem basis an opportunity to 
know Miss Montag sinoe a number of them had not seen her 
previously. As a result of the discussion at this meeting, 
Mrs. Duffy talked with several or the nurses who were working 
on a per diem basis about working evening duty, but she was 
unsuccessful in getting them to do · this. 
In February, both of the nurses Mrs. Duffy mentioned 
were still working on a per diem basis. "We need them," Mrs. 
Duffy said. "They can f'loat to any of the wards, including 
the emergency ward and be in charge. They will go somewhere 
else to work if they can't work per diem here." 
"There are a number of advant88e.s the regular start 
nurse gets that the per diem nurse doesn't get. The regular 
starr nurse salaries have just been increased to that recom-
mended by the state as a base minimum salary. We had to do 
something." Other benefits include: 
ll days o:f sick leave a year with pay 
11 holidays a year with pay 
21 days paid vacation for (general) starr nurses the 
first year ot employment with 28 days beginning the 
second year 
28 days vacation tor head nurses a year with pay 
$1.30 a month toward any Blue Cross Plan the employee 
wishes to carry 
$ 5.00 a month increase attar six months until the 
maximum salary is reached 
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Laundry service at the rate of $5 .oo a month tor four 
uniforms per week (about halt the cost elsewhere). 
The ne\V minimum sala.ry was as follows: 
staff nurse 
head nurse 
every 2 weeks monthl: 
103.85 
108.46 
$225.00 
240.00 
yearly 
$2700.00 
2880.00 
The maximum salary which was received after tour years 
or employment was: 
everl 2 weeks monthlz zearlz 
staff nurse $120,00 $260.00 $3120~00 
head nurse 129.2.3 $280.00 $.3.)60.00 
The r eg'.llar stat:f' nurse rotated to evening or night duty 
every six weeks :tor a two-week period so that. she worked about 
six periods or 12 weeks of evening or night duty a year. 
Therefore a minimum of $60,00 a year and a maximum ot $120.00, 
depending on whether the nurs~ worked evening or night duty, 
was added to the yearly salary. 
The per diem nurse was empl6yed on a daily basis and she 
received $12. 50 a day. The salary including deductions equi va-
lent to t~ose of the staff nurse for Blue Cross, Holidays, Siok 
Leave and Vacation was $2859.40 a year. 
Miss Berkley was in the c o:f'fee shop having o o:f:f'ee one 
Thursday morning with a group ot nurses who were having their . 
morning c o:f'fee break. Miss Glover, the head nurse on a women's 
surgioal ward, got up to leave. 
Miss Glover: "I plan to work per diem this Saturday. O.K.?" 
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Miss Abbott: "On K west?" she smiled as she spoke. 
M1 ss Glover: "Uh huh." 
Miss Abbott: "Sure. " 
Miss Berkley: "' here do the head nurs es work when they work per 
diem?" 
Miss Newman {the orthopedic supervisor): "When I am working in 
the office on the week•endsl I assign them to 
their own ward as head nurse because I figure 
t hey are t he most impor tant person t o that ward, 
but some of the supervisors assign them as staf:t 
nurses to other wards in the hospital where they 
are needed., T.he head nurse can work only one day 
ot per diem a week because s he can 't work more 
than six days a week and I don't think she should 
be allowed t o do tha t · becaus e her work is so hard 
she needs two days off for rest and relaxation. 
The supervisors cantt work per diam." 
As Miss Berk l ey left the ooffee s ho p s he wondered to 
herself it t here were not s o.me othe r ways to recruit nurses 
and provide a stable staff. 
lrhe Supervisors and the Administrative Assistants rotate 
weekend assignments in the nursing offioe. There they are re• 
sponsible tor assigning the part time nurses working on a per 
diem basis and for other staffing problems or administrative 
problems that may need attention. 
-74-. 
ANALYSIS O:E' 'mE C.i\SES 
The director ot nurses of John Adams Hospital was aware 
or two paramount problems in the nursing service; namely, the 
shortage of nurses and the high rate ot turnover among the head 
nurses. She had secured approval for the a ppointment of ten 
more staff nurses and she was pleased ·with this progress, al-
though she wanted twenty-six additional positions. Apparently, 
she hoped that an increase in statf nurses would decrease the 
turnover of bead nurses. 
The records tor the past year showed that on thirteen 
wards there had been a change in head nurses on nine of the 
wards. On one ward there had been seven different head nurses; 
on each of two other wards t here had been three different head 
nurses; on one ward there had been no head nurse for ten days, 
during wnich time a staff nurse on the ward had been in oharge; 
on each of the five remaining wards there had been two diff'erent 
head nurses. 
There is evidence in the situations described that there 
are ULLderlying oaus es for the turnover at head nurses other 
than the shortage of nurses. They are: 
1. Administrative ~aotioes 
a. Method ot assignment of personnel 
b. Authoritarian methods 
o. Laxity in carrying out policies 
2. Head nurse qualifications 
3. Leadership and supervision 
• 
4. Attitude t award head nurse position • 
Although there are often several causes in one situation, 
in the analysis; the material is arranged aooording to the 
underlying oause whioh seems most important. The situations 
whioh Show the best evidence of the erreot or these causes on 
the satisfaction ot the head nurse are discussed under each 
heading listed above. 
1 .• Administrative Praotioe 
The following discussion is direeted toward an analysis 
o-r adm.inistrati ve praotio es that aft eo ted the satisfaction ot 
the head nurse. There is evidence in these situations that the 
degree of satis:f'aotion felt by the head nurse is related to the 
nature of leadership behavior she experiences or perceives in 
her superiors. as stated in the second hypothesis. 
'fwo-f1tths ot the entire group ot bedside nurses were 
working on a per diem basis, Three-titths were regular start 
nurses. Ironioally • sixteen ot the forty-three who worked on 
a per diam basis worked a full torty hour week regularly. They 
had obvious : a dvantages over both the head nurse and the regular 
staff nurse.s. For example, nurse$ working in the daytime did 
not rotate tor evening or night duty and they had two-thirds 
more week-ends oft duty than the statt· nurses; however, they 
were paid at a higher rate. 
Nurses working on a per diem basis who did not work a 
forty hour week were allowed to work when they wanted to, not 
' f 
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neoess~ily when their services were needed PlOst. The sta-
tistics show the fluctuation of the number of nursing hours 
given by these "float" per diem nurses. They varied from 
eight to ninety-six hours a day. One week there were forty 
hours of nursing care given on Sunday; seventy-two on Monday, 
titty-six on TUesday, fort y on Wednesday and thirty-two on 
Thursday and Friday • . One month later the number of hours at 
nursing care given by "float" nurses was oonsidera_bly different. 
There were twenty-four on Saturday, eight on Sunday;. thirty-six 
on Tuesday, forty on Wednesday.- fifty-two on Thursday, and 
twenty-:rour on Fr,ida.y. 
The dema.nifor patient care did not tluotuate with the 
fluctuation in the st~ff. This "teast or famine" staff caused 
uncertainty, a feeling of rutilit¥, and threatened the security 
of the head nurse, because she was continuously responsible 
for the care of the patients without. advanced knowledge ot the 
personnel available to give .this care. Some flexibility in 
staffing is desirable, but such wide variations are unsafe and 
'demoralizing. Not only the head nurse but other employees v.b.o 
must care tor the patients felt the pressure from this poor 
administratiye praotioe. 
There is evidence th~'~t the nurse working on a per diem 
basis was not very secure in her work and it seems logical to 
assume that she was less competent because or her rotation to 
different wards. Mrs. Flynn; a nurse working as a "float" per 
diem said, ur don't know a thing about this ward • • • I haven•t 
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be$n here for six weeks." The head nurse was required to spend 
her valuable time in orienting Mrs. Flynn to · the ward and to 
the patients; and to same exten t to the personnel on the ward. 
Sinoe there wa'S no orientation program planned for the nurses 
working on a per diem basis any orientation to the hospital as 
well as the ward was lett to the head nurse. 
It is apparent that the hospital was paying a higher 
price for a , vacillating service that was less effective than 
tor service given by the regular staff whose working hours were 
scheduled according to hospital needs. The head nurses whose 
work required special knowledge and skills received a base pay 
that was less than that of the per diem nurses. 
In oammenting on a personnel policy system Pigors says 
that consideration sh9.uld be g1 ven to some general principles 
ot human nature. 
"1. Every employee is a parson and shall be treated . as 
such within the limits or the policy requirements. 
As a person, he has certain rights, such as: 
a. To use and to develop his capacities whiah are 
relevant to organizational purpose 
b. To hear and be heard about what vi tally concerns 
him 
c. To receive due recognition and reward for services 
rendered, and appropriate assistance in meeting 
those needs and responsibilities that are central 
to his life as a whole. 
2. Every individual can be more of a person when. he 
voluntarily participates in an organization whose re-
quirements he reaogniz~s as more important than his 
personal wishes. AS a member of the company 
community, he has oertain duties, such as: 
a. To meet quality and quantity standards of perform-
ance 
b. To maintain a responsible attitude toward the 
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company and toward his fellow employees 
c. To contribute in company progress by making con-
structive suggestions1 and when necessary, official complaints." 
The current system of employment ot nurses on a per diem 
basis was one of the serious underlying· causes for head nurse 
turnover. The administrators failed to recognize the principles 
ot human behavior as evidenced by the policies and practices 
tor the orderlies and nurses working on a per diem basis. 
Nursing service administrators apparently were not aware 
ot the impact of the employment of per diem nurses on the head 
nurse and the other co-workers in nursing service. They ere 
trying to get more nurses and they telt that employing nurses 
on a daily basis at the same rates as private duty nurses would 
attract same of the latter group. They v~ewed the nurse work-
ing on a daily basis as one who was paid well, but who had 
little status within the professional nurses group. Consequent-
ly, they were not given the benefits of the orientation program, 
:' . 
' ' ' 
they were not allowed to serve on ooinlnittees, and there was no 
opportunity tor promotion. "I11s just a job," Mra. Duffy f!aid. 
Mrs. Thompson, a supervisor, expressed her feeling about 
the per diem nurses when she said, "They are all right within 
reason but we have too many." Miss Dorst, a head nurse, felt. 
that the ·system was "ridiculous." She expressed her dis-
satisfaction with this clear manifestation ot poor management 
by her superiors. She felt that the administration was obvious-
ly partial to the per diem nurses, because the pay for the head 
lPaul Pigers and Charles A. Myers, Personnel Administra-
tion (New York: MoGraw·Hill Book Company, Inc., 1951), p_p.II;S-149 •. 
nurse was not consistent with the responsibility and the work-
ing hours ~hen compared with the salary of the per diem nurses. 
Another evidence of administrative practice that caused 
dissatisfaction for the head nurse concerns directing. Direct-
ing is closely related to authority and it is an important part 
of the administrative prooess, The following incident indicates 
lack ot direction which, to the head nurse, is evidence ot poor 
leadership. It gives evidence of the truth of the second 
hypothesis. 
When Miss Mont.ag celled a meeting to explain the policy 
tor filling out the weekly time sheet she asked that these 
schedules be handed 1n by Saturday • She did not explain why 
this was t he deadline end apparently there were many reasons 
why it was diff'icul t f'or t h e head nurse to conto.rm to this 
decision. There was a discussion about this deadline, but no 
appropriate decision was made. The decision "to get them in 
as soon as possible" was undeoisi ve. 
After all the facts relevant to the matter have been 
considered some direction should take . place. Sears says , "At 
this point a situation must pe judged quickly, action must be 
touched off promptly; and all must reel the die is cast and 
l there is no turning back." Head nurses looked to their di• 
;rector for leadership and for authority, and when she failed to 
give the direction the situation demanded the head nurse did 
1 Jeese B. Sears, The Nature of the .Administrative Process 
(New York: McGraw-Hill Book Company • Inc., l9$o) • .P· 137. 
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not perceive the administrative abilities that would have 
promoted respect and oontidenoe in their leader. 
The method or assigning order~ies is significant because 
the factors in the situation give evidence that poor admini-
strative practice in regard to the delegation of authority 
caused difficulty f'or the head nurse. 
sears points out that delegation ot authority must take 
account of how functions are related to one another. 
"Besides a large number and varied character ot 
tasks • there is the relation of one task to others, the 
independence ot f'uno:tions, that requires an interlocking 
and close h,armoniz1ng ot all the powers for the separate 
sarvices.,nl 
This sltuation gives evidence tor the fifth hypothesis, 
that the degree or· satisfaction a head nurse teals is related 
to the opportur..i ties she has tQ express her ideas and to con-
tribute her suggestions before her ·superiors take action. The 
delegation of authority had been made, apparently, without 
taking into account how the functions were related. There 
were no job descriptions tor the orderlies and their · tunotion 
was quite vague. Mrs. DuUy viewed them as porters. ApparentJ¥ 
no one else did, since they were dependent on them. tor giving 
some patient care, There waa no clear understanding ot the 
responsibility of the o:rderly to the head nurse or vice versa. 
Andy was responsible tor teaohiog the orderlies but there was 
. no training program. for them. Andy was responsible only 
to Mrs. Duffy. Evidence of t .he af1'eot ot this system is 
1 Ibid • , p. 2 98. 
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ap arent when the· head nurse and the supervisor discussed the 
poor performance of t he orderly • To.m. Neither of the nurses 
seemed to feel any obligation or responsibility in this situ-
ation. Appare..'l tl y there was no standard of performance. The 
current practice seemed to mean that the orderly could do what 
he wanted to do the way he wanted to do it. The head nurse 
did not have any authority over orderlies, yet she was responsi-
b~e for g ood patient ~are and dependent on the assistance ot 
the orderlies. 
It seems likely that Mrs. Duffy viewed the delegation of 
authol'i ty to Andy as a step whioh assisted the head nurse, 
since this relieved her of t he responsibility ot ma.ldng Ol.lt 
time . The orderlies felt that t h ey were re_s ponsible to Andy, 
so they did not see th~r relatio.p.ship to the head ~ur.se. The 
head nurse .telt frustrated because she did not know what the 
orderlies were trained to do and yet she had to depend on them 
for a ervio e. It was her duty to use the orderlies to the limit 
ot: their capacities. She did not find this possible. 
The supervisors evidenced no interest in any problems 
concerning the orderlies. Mrs. Thompson's comment appeared 
oasual when she remarlced that "the orderlies should be taught 
to set up an oxygen tent, but they aren't." She took no 
initiative to do anything about it. 
a. Method ot Assisnment of Personnel 
The method ot assigning personnel to the wards, according 
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to evidenoe in the cases, is seen to 'be one of the major oauses 
tor -dissat isfaction for the head nur s e. The following situa-
, tions will point up this relationship. 
The associate director of nursing and he r administrative 
assistants were responsiblE;t tor assigning nursing service per~ 
sonnel to the wards. According to current practice, the per-
sonnel not regularly assigned to the wards were assi gned to the 
areas where they were most needed. All of the employees 
assigned to the wards by nursing administration were responsible 
to the head nurse. Since there were several categories ot 
workers in each unit the head nurse was dependent on knowing 
what personnel she was to have to mru~e satisfactory work 
assignments. 
Mrs. Duffy, the associate direetor of n."t:.rsing s ervice, 
delegated authority to Andy• the head orderly, tor t he assign-
ment of orderlies and he made out t h e wee~ ly time schedule. 
There is evidence that he did not work 'tJi th t he h ead nurse in 
planning the time the orderlies would be on duty. In tact, no 
copy of the time schedule tor the orderlies w.a s given t he head 
nurse, The telephone operator and Andy were the only ones who 
knew the daily assignments of the orderlies. 
Miss Foss, t he head nurse. said tha't) part time personnel 
assigned to her ward "just wandered around until they wanted to 
work before they report to m.e." Miss Taber, another head nurse, 
accidentally discovered that a ward helper was assigned to hei' 
ward by questioning a strange ward helper whom she saw helping 
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with the breakfast trays. Miss Foot did not know who was 
assigned to her ward until one ot t he r egular aides int'ormed 
her. "We have another ward helper that just oam.a on." 
Nur~ing service administration :s r espons ible for assign-
ing an adequate starr to the ward so that with direction by . the 
head nurse the patients oan reee ive adequa.te oare. The head 
nurse must have this support if sh e is t o perform he r duties. 
Auxi.li~ personnel in nursing service are trained to assist 
the professional nurse and. to extend her services. The nurses 
are the c antral figures. They are to gu i de and direct the work 
ot the non-professional workers. 
Miss Foot bad no regular staff nurses assigned to her 
ward whioh was a male medioal ward. It was unreasonable to 
expect stability and optimum c a re to patient s n a ward where 
the head nurse was g iven no one on wh om 'she could regula1·ly 
depend. There was no assistant head nurs e either. This situ ... 
ation gi vas evidence to the truth of t he first hypothesis. The 
head nurse was unable to fultill th e o bligation s and duties 
expected ot her because or the inadequate staff. 
The per diem nurses·were a fluctuati ng group , so that the 
nursing hours they provided were not predict abl e. On Veteran's 
Day there was little evidenoe of planning :for staffing a o.oord-
ing to needs. The assignment of personnel to the various floors 
was obviously unequal. More personnel than were needed were 
assigned to K east and the staff was inadequate on C west. 
Miss Foot seemed to accept but not approve of the judgment used 
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in assigning staff. She commented, "feast or :f'amjne." She had 
·more staf'f than she needed • . A few hours later the nurse in 
charge on another ward said, "There were t.en patients I _ 
oouldn 't assign to · anyone. It I had assigned them to myselt 
l would have had twenty pati ants; I had ten already." She was 
responsible tor the care of the patients as well as the 
administration o:f' the ward. The task was overwhelming with 
the staff assigned to her. This made the head nurse unhappy 
and discouraged because she was unable to fulfill her duties. 
This gives evidence to the proof of the first hypothesis. 
Because of the ine:f'f'icient assignment or personnel, there 
is turther evidence of the hypothesis just mentioned that the 
head nurse was dissatisfied because she was unable to tultill 
the obligation and duties that aJ;"e expected or ner. It seems 
mo.st likely that the quality ot care received by the patient 
was, to say the least, not the best care that could have been 
given if the personnel had 'been more equally divided and had 
the head nurses been able to plan assignments according to the 
abilities of workers. 
'!'here was a complete d1. eruption of work relationships 
involving Miss Taber, the head nurse on F west, on February 6th. 
She was not notified that a nurse would be late for duty so 
two and a half hours after he was to have reported on duty she 
assigned his patients to someone else. A few minutes later the 
nurse arrived. She re-assigned the patients to him. An 
additional aide, Mrs~ O'Brien; was assigned to the ward. Miss 
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Taber asked Mrs, O'Bri~n to assist a per diem nurse in the 
oare of patients. When Miss Gerald, a regularly scheduled 
aide; did not oom.e on duty Miss Taber changed Mrs. O'Brien •s 
assignment and assigned her Miss Gerald •s patient. Miss Taber 
had not been notified that Miss Gerald was not coming, but 
sino e she was not there and. the ,patients were waiting for care 
Miss Taber had to .make some arrangements for their care. 
This was contusing for the head nurse, for the workers, 
and tor the patients. Time was wasted and the head nurse was 
"going around in circles." From her point of view this situ-
ation was frustrating. She had difficulty in assigning the 
necessary workers to give oare to the patients a nd the re was 
11 ttle opportunity r ·or her to do any individual planning 
centered around patient•~ needs or employer•s ability. If she 
had done so on the basis of the staff assigned to her it meant 
last minute adjustment without time for orienting the workers. 
The head nurses were responsible for the administration 
and supervision of the ward and yet they did not know in ad-
vance who was assigned to their ward, how long they were to 
stay, nor when they were assigned to another ward. The staf'f 
1 wi tb. whom the head nurse had to work to provide patient care 
was unpredictable as to the number and classification. Furthe~ 
more, because she was not notified about the students, she was 
helpless to fulfill her obligations in regard to the guidance 
of student leaming through patient assignment. 
Because of the .situations created by the method ot 
--
assigning personnol, t he head nurses were unable to organize 
e..nd plan the work on the ward. The need :for the head nurse to 
have an opportunity to plan is very important to the head nurse 
as indicated in The Hospital Head Nurse. · "Ei"feotive management 
is accomplished only by making definite plans to achieve the 
results .desired,"l "The planning ot assignments is of maJor 
importance in the smooth functioning ot the un1t,n2 "PJ.anned 
care for e"toh patient is as essential as pl~~ $Ohedules t ~ 
olasses."3 
Weyland, et al.; also comment on the importance of good 
management by the head nurse. 
''Maximum effectiveness may oe achieved only by the 
application of sound principles ot personnel management 
• • • It the head nurse allows for individual ditter-
enoes; recognizes ability, .fosters initiative andre-
sourcefulness, takes a personal interest i n each v1orker, 
gives credit where credit is due; and encourages the 
discouraged, she will oontri bute largely to the personal 
happiness ot her statt', "4. . 
The head nurse who was supposed to be in a position ot 
.... 
authority in relation to the personnel assigned to her ward was 
told by the orderlies what their hours were to be. This put 
the head nurse in a curious relation with the orderlies and 
influenced the possibility of' her assuming responsibilities tor 
patient care. The subordinates told the superiors what they 
~I .M .Vleyland et al., 1he Hos31tal Head Nurse (New York: 
The MaoMillan Company, 194.4.), p. iJ .• 
2Ib1d., p. 9). 
3Ib1d., p. 108. 
4rbid.' p. lU. 
were going to de. This was a part or the system the head 
nurses had to accept, a1 though it did not allow them t:o fulfill 
the obligations of their job and it se~eio.s likely: that the en• 
dorse.ment ot such a system by nursing administrators threatened 
· the head nurses and made them teel insecure. This evidence is 
proof that the tliird hypothesis is true. The degree of satis-
faction a head nurse :reels is related to the degree of security 
which she feels in her work. 
On K east Miss Foot told a nurse that it was easier far 
her to make an occupied bed than it was to get an orderly to 
help her get the patient up and then make the bed. This was 
poor use of personnel when the nurses' activities had to com-
pensate for the absence or the help of an orderly, but there 
- seemed to be no alternative, Credit is due the head nurse for 
trying to give good care to the patient in spite of these a om• 
plio at ions. 
The head nurse who succeeds in promoting the professional 
growth of individuals as well as a spirit ot cooperation among 
the personnel of her staff is likely to have a satisfied staff 
and to feel a sense of acoomplisb.lnant. On the other han.d, it 
she is e.ware of the opportunity that should be hers as a leader 
to develop the morale and growth or the staff' and yet is 
thwarted b y a system that prcduc es many obstacles to the 
achievement of such goals she is likely to be discontented in 
her work. She is torn by a sense of responsibility to achieve 
a desired goal and yet she is hampered or even prevented from 
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attaining that goal. The degree of satistaotion felt by the 
head nurse is significantly related to the degree to v.hich she 
has an opportunity to fulfill the obligations a nd duties that 
are expected or her. 
The head nurses were dissatisfied and Miss Tabar see ed 
to sum up the feelings of the group when she said • "That's it. 
We don't know who's working on our ward." Miss Foss saitl 1 
"They never tell us what's going on." These statements indi• 
oate feelings or contusion and insecurity. It seems evident 
that the first and third hypothesis are true. The head nurse 
is disse.tisfied because or the situations that ha ve caused her 
to feel insecure and inadequate. 
The nursing servio e administrators ·a.ppare:n t l y i ntended 
that the current system or assignment of personnel would allow· 
for flexibility in order to supplement the regular staff when 
the work load was heavy. They viewed this plan as a method to 
cope with the shortage .of nurses. Apparently they felt that 
central control p .rovided an opportunity tor assignments to be 
made by persons acquainted with the total nursing service needs. 
By delegating to .Andy, the head orderly, the responsibility ·tor 
making out the time schedule for the orderlies, t he head nurse 
was relieved of this duty, There is no evidence that the 
nursing service· administrators were aware of the impaot o:r this 
systEm of assigning personnel on the head nurse. 
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b. Authoritarian Methods 
The type of administration that existed at the John Adams 
Hospital influenced the head nurse and caused her dissatis-
faction because she did not have an opportunity to express her 
ideas and to contribute her suggestions betore her superiors 
took action as hypothesis five predicts. The authoritarian 
methods used also produced insecurity in the head nurse, which 
is evidence tor the third hypothesis. 
Case B describes a situation when Miss Peal, an assistant 
to the administrative assistant in charge of the aides and ward 
helpers, spoke to the head nurse about a ward helper who was 
permanently assigned to the ward. "Margaret will be on duty 
tomorrow, so she oan get another day's pay in the next check. 
1'hen sb.e will be off Saturday." 
Miss Peal was responsible tor assigning the ward aides 
to the ward on which they worked, but the head nurse and not 
Miss Peal was responsible for planning the· hours of duty tor 
the personnel who were assigned to a ward. In this situation 
the head nurse was not consulted when the time schedule which 
she had planned was changed, althoug.h this change meant that 
other changes would have to be made in order to have adequate 
ooverage of the ward. 
Apparently twliss Peal oha.nged the hours not int"requently _ 
althougl1 her responsibilities. oonoerned employment. training 
and assignm.e.tlt to the wards of the ward helpers and aides. 
There is no evidence that she had any knowledge about t he t~e 
I 
schedules for other employees. Both t he he ad nurse and the 
superv.isor accepted Miss Pealts directive. Her status was a 
. taotor here and she told the he ad nurse wh a t to do and the 
head nurse obeyed. Her a pproach was dictatorial and it re-
flects a laok of respect an d a:pprecia~Gion for the head nurse 
and t he sel.*vice for whic h s he is responsible. There is no 
evidence Of a spirit of cooperation or a spirit of vJorking 
together tor a mutua l purpose. 
ln commenting on autocracy and democracy, sears writes: 
nin an autocracy the ex.eouti ve commands and gets 
prompt obedience. ln a demooraoy the executive Pl.*oposes 
and _gets discussion, cri tioism., and counter suggestions, 
out of which the members formulate what is to be the · 
·,· 
o omm.and. nl 
Sears furth er oomm en ts that the nature of direction is 
reflected in its behavior: 
"Direction is effective when it gats the work done 
with the least expendit.urG of time, energy ., and material 
commensurate with the quality of work desired, and if i ·t 
is done to the .full satisfaction of the workers. u2 
Evidence indicates that the change made in the ward 
helpers time was not to the satisfaction of the head nurse or 
any other employees. Beoaus e o:r .:Mia s Peal's ultima tum with out 
, inquiring as to its effect, a student's time was changed~~ Miss 
Foot was placed in an em~assing position in her relati~ns 
with students because she did not baVe a legitimate reason for 
ohanging the student's hours. The sudden change in hours was 
lsears, O;t!• oi~ ... p .. 9S. 
2 Sears, o~. eit., .P• 1)9. 
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e. poor decision, since the helpet• was needed and others were 
affected by it without consideration. 
Miss :Peal probably .felt t ha t she was looking a fter the 
i n terest of t he ward helper. She vms int erested in this and 
not in the a.ffeot the change would have on the patients or on 
other employees; she wanted to help t he ward helper get another 
day's pay in the next pay check. 
Because of the autocratic method in which the matter was 
handled, the head nurse was denied the authority tha t should 
have ' been hers,. In the future, Margaret will probably look to 
Miss Peal for help instead or to the head nurse. Mi ss J:i'oot 
needed authority in carrying out her worlt in order to meet the 
responsi bi li ties of the job and to get personal satis faction . 
This situation involving Margaret might have been e. lea rning 
experience tor .Margaret in regard to her responsibilities to 
her work. As it happened, Miss Foot was inconvenienced, the 
student's hours were changed- and the ward helper was allowed 
to feel that her pay check came first. 
Further analysis indicates other evidences of autocratic 
methods that promoted inseouri ty for the head nurse. Miss Foot 
commented that she didn't know why a nurse work ing on a per 
diem basis ha6. been transferred from her ward. "She's been 
here the longest of all•'' she commented. The f act that there 
were no regular staff nurses on this ward made this news 
extremely significant. The nurse who was transferred apparent-
ly: had been on. the ward long enough to know t he routines and 
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procedure as well as t he patient s and pe:t~sonn el. 
This was an. autocratic move and t he lack of explanation 
and t he suddeness of t he move left t he head nurse bewi ldered 
and insecure. She had not been involved in the decision to 
transfer the per diem nurse . This situation seems t o give 
further :proof of t he truth of the third and fifth hypotheses. 
This situation conbined with othe r situa tions a lready 
mentioned bears evidenc e t hat the head nurse was ac tually re-
garded as a fi gure head. Whether or not the adminis tra tors 
thought of it in t his manner, their acti ons i ndic a te t hat th is 
is the way she was treated. Sh e had e. position of respon s i bili-
t y , but very often she was not g iven any consideration ar 
opportunit y t o part icipat e in making decisions about tb.e service 
fo1 .. which she was hel d responsible. Dec isions wer e made for 
her. The head nurse d i d not administ er t he ·ward as far a s 
personnel were concerned. She was the person who faoed the 
frustra tions, humi lia tions, and ~rassing situati ons hila 
the persons wh o assigned the statt' were really the one s who 
controlled and administered the personnel. Proper manag · ent 
of perso nnel is an i mportan t segment of t he head nurse's d uties. 
The management of the personnel af fected the satisfaction 'ot 
the head nurse and it is signif'ioantly related t o the degree to 
which t h e head nurse h as an opportunity to f ulfill the obli-
gations and d uties t hat are expeoted of her. 
Communic ations are i mportant in all phases o't admini-
stration , and ineffective communic ations are closely tied in 
• 
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with many of the situations that have been described here. It 
is a related a nd yet clearly separat.e caus e for dissatisfaction. 
The head nurse, for instance, was frequentl y not notified about 
the assignment of new personnel to her ward and Miss Foss said 
that when personnel reported off duty to the nursing office 
she was not notified. Miss Taber did not know that five pre-
clinical students were coming to her ward for experience until 
they arrived. 
There are other examples of situations in which communi-
cations is an integral factor. No provision tor a :free 
channel of communications and failure to keep employees in-
formed are compatible with an autocracy. Apparently there was 
no attempt to notify the head nurses about a meeting for the 
per diem nurses. Miss Dorst said, "The per diem nurses had a 
meeting but I do not know what they talked about." The head 
nurses asked for more head nurses~ meetings and this seemed 
indicative of their felt need and desire to know about hospital 
activities that concerned them. Pigors points out the right 
of every a:nployee to hear about what concer ns him. 1 
c. Laxity in Carrying Out Personnel Policies 
Another phase of administration that influenced the head 
nurse's satisfaction concerned the personnel practices in the 
nursing department. Democratic administration is not laissez-
taire administration and in policy making there must be policies 
1Pigors and Myers. op. oit., p. 2 
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tor the good ot the group as well as the good ot the indi vi-
duals. Ind1 vidual employees have obligations to the insti-
tution whioh anploys them. Considerations must be made trom 
policy centered thinking as .well as trom person centered 
l 
thinking. 
The consideration of one individual's desires above 
everything else is not good as was seen in the situation when 
Miss Peal decided to change Margaret's time. The situation 
with Johnny, the aide• is another example of laissez-taire 
practice. She was allowed to set the limits on the time when 
she worked. The head nurse viewed Johnny as an unpredictable 
source of help because she did not know how long she was going 
to be there • 
. 
It se6ms evident that in a number of the situations in 
the three oases presented in this study, the causes or dis-
satis:t"aotion tor the head nurse resulted in e. combination of 
the taoto:cs in the hypotheses. The opportunity to fulfill the 
obligations and duties expected of the head nurse, the kind ot 
leadership she perceived, the degree ot security she tel t, and 
the lack ot opportunity to express her ideas and contribute 
her suggestions are all important elements that resulted in her 
~eeling of dissatisf'aotion. The lax personnel practices that 
are described seem to relate to the head nurse in such a com-
posite way. 
On February 6th Miss Taber received no c omm.un.ications 
about a nurse working on a per diem basis who did not come on 
lpigors and Myers, op. cit., p. 42. 
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duty as scheduled. He finally arrived almost two hours late, 
atte;r;- his patients had been reassigned, and he explained; "I 
couldn't make it any sooner." Apparently he had not notified 
the nursing office that he would be late and it seemed that 
he telt J:!.O ·responsibility tor not doing s .o. 
The head nurse was inconvenienced by this incident and 
the work rela"t:;ionships of other employees was likewise affected 
by Mr. Gregory's tardiness · (although this mig~t occasionally 
happen). The real element of conoe.th in this sl tuation was 
the attitude o:f a professional person toward his responsibility 
to his job and his inconsideration evidenced by tl:le absence ot 
communications. 
The head nurse seemed to accept this as not unusual and 
she was glad that she had his help. There is. no evidence th at 
there was any discussion or this situation with him although 
this kind of tolerance is unsound. 
On B west Miss Foss was ·not notified that an aide 
scheduled to be on duty was not coming on duty, but she did 
not arrive. There is no information as to whether or not the 
aide notified the hospital that she was not coming on duty. 
The policy f'or aides and ward helpers states: "Absence without 
notifying the hospital or w.i thout s utf'icient excuse will be 
cause r or immediate dismissal." Reasons why the head nurse was 
frequently" inconvenienced by absenteeism is not clear. It may 
have been due to poor communications although it seems likely 
that it was due to the unreliability of the worker and the 
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failure of the hospital to enforce its polloi es. The effect on 
t he head nurse, whatever the cause; was provoking and decreased 
the effectiveness of' the pat-ient oare. 
The employment or nurses on a per diem basis also il .. 
' lustrates lax personnel policies. The stat·f nurses apparently 
had :rorced the administrators to look at the u,nfairness of the 
working hours or this group in comparison with those of the 
regular staff nurse so that Miss Montag had called ·a meeting 
with this group. Miss Montag was totally unsuccessful in 
persuading the per diem nurses to work ev~lings and nights, and 
to assume their rightful r esponsi bi li ty as professional persons • 
Authority should accompany status and a position of' 
responsibility. Assuming this to be true, administration was a .. 
fraid to use their authority and to make stipula tipns in regard 
to a nurse's responsibility to her job and to the institution 
for which she worked. In tact, the per diem nurses were the 
ones who really controlled the situation. Mrs. Duffy was de-
fensive about the plan and felt there were no alternatives tor, 
although she admitted that the nurses worked at their con-
venience, she said, ''We need them." 
The effect or this plan on the student nurses is obvious. 
The nurses working' on a per diem basis worked during the day 
time and the students frequently had to work during the evenings 
and nights. This was unfortunate and no doubt it influenced 
the quality at learning experienae.s which were provided for the 
student. 
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It seams likely that this experience had some effect on 
the young graduates' attitude about evening and night duty. 
Because they had to work these less desirable shifts quite often 
as students, they refused to work these hours as graduates. By 
working on a per diem basis they were allowed to demand what 
they wanted and get it. This is a vicious circle. 
The lax personnel practices were beypnd the control ot 
the head nurse, but she was the one most affected Vlhen the em-
ployee did not come on duty or when there was no graduate to 
be rotated to night duty. A combi.oati on of the tu.ctors 
mentioned in the hypotheses resulted in her dissatisfaction. 
2, Head Nurse Qualifications 
Nurses are not apt to find satisfaction in doing a job 
that they do not know how to do; therefore, nurses who are not 
qualified to be head nurses will likely find dissatisfaction 
in their work. This may be definitely related to her own 
appraisal of head nursing, as hypothesis four states, but it 
also relates to elements in the other hypotheses. The un-
qualified head nurse will look for leadership and supervision 
to support her and it is logical to assume that the less 
prepared the head nurse is for her position the greater the 
degree of insecurity she is likely to feel if she does not 
receive this support when compared with other more qualified 
nurses in the same situation. 
In the John Adwns Hospital, the personnel with whom the 
head nurse worked in providing patient care had various quali-
::t'ioation.s and degrees of training. The students of.' nursing 
included first. second and third yeal~ students. as well as 
affiliating students. The aides were both trainees and those 
., 
who had finished training. The war d helpers were also those 
who were being trained, those who had been recently trained, 
and those who had previ ous experience as ward h el pers . The 
orderlies had no tor mal training and they learn ed to dv what 
they could on the job. 
Further c omplexi t.y came trom the :!:"act that many employees 
worked irregu_larly e.nd we;re assigned to var ious YJards according 
to the need tor their services. The nurses working O!l a per 
diem basis might work on C west one day and be assigned to 
another ward several days later when t hey crone to work a gain. 
This was true of part time workers, too. 
It appears obvious that a nurse who was placed in a 
position to deal wi th sueh complicated per•sonnel problems would 
need to have abilities in personnel administrat ion .. . he , vould 
need an understanding of human relations , supervisory com:pEJ-
tenoe, as well as technical skf.ll in nursing. I n December, 
only two of the head nurses met the qualifications that were 
set up by the nursing administrators.. These qualif'ioat.ions, 
according to the written policy, included "advanced preparation 
in administrative techniques including lfJard Management and 
Principles of Supervision or its equivalent. n However, Mrs. 
Duffy had exerted pressure on Miss Foss, a nurse without any 
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preparation or interest, to aeoept the head nurse position. 
The performance of both Miss Foot and 1K1ss Foss point 
out striking evidence of their inadequacy as head nurses. 
Miss Foot did not understand the importance of planning em-
ployee •s assignments· according to the needs of patients or 
employee's abilities. Miss Foss cried. wh en anyone a .sk ed her 
a question during a period when t he ward was busy • . . She did 
not know how to manage personnel and she had little understand-
ing of hel.' role as a leader. 
[rs. Duffy used · poor judgment wh en she plaoed a person in 
a key position of responsibility and leadership, knowing that 
the person did not want the job and that she was not qualified 
to take it. Pe;chaps one of the greatest harms that can come 
from a situation like this is the effect that it has on the 
professional members of the staff sine the head nurse is in a 
position tha t so definitely affects their job satisfaction. No 
doubt, the attitude of the students about head nursing was 
affected by the poor performance and leadership on th e part 
of the head nurse. They proba bly felt sympathy rather than 
admi~ation for Miss Foss when she began crying. This is the 
kind of a situation that may discourage nurses from wanting to 
wor.K in ho~itals where t here is little opportunity for personal 
satisfaction in work or little opportunity for personal develop-
ment. 
~~s . Duffy felt that Miss Foot was a good nurse. Mrs. 
Duffy may have had doubts about Miss Foss's ability to fill 
the head nurse poei tion sinoe Miss Foss had been explicit in 
explaining her feelings of inadequacy to her. Apparently 
Mrs. Duffy felt that she must assign someone to that positi.on • 
. 
Miss Foss had certain ideals abou.t head nurses and she did not 
.feel that she met the reqUirements, so she did not want to 
aooept the head nurse posit! on. She was unhappy and dis-
satisfied in the job. The situation gives evidence. to the 
.fourth hypothesis whioh conerns the head nurse's own attitude 
toward head nursing. 
). Leadership and Supervision 
The results of poor leadership and supervision atfeet 
the head nursets job satisfaction. The relation of this under-
lying cause of dissatisfaction to the s~curity of the head 
nurse, as predicted in the third hypothesis, and to her 
opportunity to express her ideas and to contribute her sug-
gestions, as suggested in the fif't.h hypothesis, is clearly 
evident in several inc.identg, described in th.ese cases. 
Miss Montag showed poor leadership at a special meeting 
for the head nurses and supervisors held early in November. 
A:t'ter announcing that she had received approval for the appoin-t-
ment of ten more nurses, she mentioned plans to create a new 
position, "a nurse to help the head nurse." There is no evi-
dence that there had been an analysis of the situation on the 
ward, that a study of the head nurse activities to determine 
the needs had been made, or that the head nurses had been 
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consulted. 
Miss Montag had oVerlooked an important aspeot ot 
democratic administration, "opportunities tor subordinates to 
partiolpate."1 It is important for those who carry out a plan 
to have a part in making this plan. Furthermore, there is no 
evidence that the head nurses were given a further opportunity 
to discuss this plan. 
Apparently Miss Montag had some appreciation of the 
complexity or the . posi tlon 'or the head nurse or at least she 
was trying to do sotn.ething about the turnover and telt. this 
plan would be helpful. 
From the failure of the head nurse's response to this 
suggestion there seems to be evidence that they did not under-
stand the new posi t1 on or tba t they were not confident t.b.a t 
this planwould be implemented. At this time, the assistant 
head nurses were not functioning to assist the head nurse be-
cause there were not enough staff nurses to o are for the 
patients and it seems likely that the head nurses may have 
wondered whether there woul9. be nurses available to fill the 
new posi tiona that had been ·obtained. 
Good leadership and supervision influence the atmosphere 
in which personnel function. This climate promotes confidence 
and a spirit or belonging wit.b.in the individual. Although it 
is not tangible, the climate that is desirable is one that is 
lnouglas McGregor, "Getting Effective Leadership in the 
.,Industrial Organization," Advanced Management, ( Ootober-
Deoember, 1944). · 
conducive .to a positive attitude• to harmony and satisfaction, 
as well as effeeti ve work . 14rs. Duft"y indicated that a climate 
of confidence in administration did not exist. "Sometimes 
nurses feel tunny about being asked to come down here •. " She 
was referring to the central office. There is no indioat .ion as 
to why this was true, but it seems to reflect an attitude ot 
tear for superiors. Mrs. DuffY apparently felt that the 
climate did not promote a free exchange or ideas, The climate 
or atmosphere is abstract, but this incident appears to be 
concrete evidence tha t is related to the security or the 
professional nurse including the head nurse. ThiS is further 
proof that the third hypothesis 1s. true. 
There seem to have been no re~larly scheduled meetings 
with Miss Montag and the head nurses. Last year there had been 
regular meetings that had grawn into ''gripe sessions." This 
year they had been discontinued, tor they had not proved bene-
ficial. The meetings this year had been with smaller groups 
of nurs.es. Mrs. Duffy chaired these meetings and they :rooused 
on a disousaion· of problems. There is no mention ot a healthy 
discussion that led to finding solutions to the problems that 
were mentioned. 
Skillful leadership could have afforded an opportunity . 
ror the administrators to support the head nurse and to help 
them feel a sense of seourity.l Suoh meetings would have given 
1Gearge C. Romans takes important notioe ot this in The 
Human Group (New York: Harcourt Braoe, 1950), pp.415-440, and 
he discusses the behavior of the leader. 
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the head nurse an opportunity to express ideas and to contri-
bute her ideas before her superiors took action. Apparently 
the small meetings did not fulfill the head nurse's needs 
because a head nurse requested more head nurse:s' Illeetings. 
There is evidence that the meetings Miss Montag conducted with 
the entire head nurse group were not successful either. 
The comments that Miss Montag made at a special meeting 
tor head nurses and supervisors in January indicated a feeling 
or despair. Sh~ commented, "Oh me, there is always a problem 
attached when you want to do something." And later, in regard 
to the assignme nt of duties to the assistant head nurse, she 
said t "We know we aren't doing the things we should but with 
the present staff we just oe.n't do any better." It' appears 
likely that this kind or leadership behavior left the head 
nurse with a feeling or despair and hopelessness. This evidence 
seems proof that the degree ot satisfaction felt by the head 
nurse is related to the natu;re ot leadership behavior she ex• 
periences or pe.roeives in her superiors. 
At this same meeting, Miss Montag attempted to lead a 
discussion of the ideas tor improvement of job dissatisfaction 
in the nursing department. A request for these ideas had been 
included on a questionnaire sent out by Miss Montag. Only five 
out of the thirteen head nurses had responded and their sug-
gestions included in:-servioe education, more head nurse meet-
ings and better service trom Central Supply. It appears that 
Miss Montag discouraged free discussion when she defended the 
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doctor •s lectures as an in-serVice program which had been un-
suooess:ru l because ot poor cooperation from t h e nurses. 
]
1rom the response received and discussion at the meeting 
1 t seems that the head nurses were skeptical about the di-
rector's intent in the questionnaire. Apparently, they felt 
that they talked about their problems but nothing was done. 
They felt t.b.at t hey needed to do something with the ideas for 
improvement that had been suggested. 
There is no evidence of any action or plan for action to 
remedy the causes or dissatisfaction. Apparently, she wanted 
to be democratic and believed that in discussing these matters 
with the head nurses she was being so • There was a friendly 
informal atmosphere at this meeting as at the other meetings 
mentioned in this oase, but there was little that was positiire, 
tangible, or decisive tor t he head nurses to grasp, there:t'o1•e 
they did not perceive in their leader the kind ot behavior 
that gave them satis:t'aotion. 
Miss Montag imagined the supervisors as functioning 
mainly in an administrative oapaoity, although she stated that 
she did not actually know what wa.e he.ppening. "That's where 
we need help." The written job description of the supervisor 
inoluded supervisory and teaohing responsibilities as well as 
administrative responsibilities., The aims or the supervis.or 
were "to improve the nursing service through maximum develop-
ment or the individual," yet when Miss Foot, the head nurse, 
needed help in the use ot oi•derlies, Mrs_ Thompson gave her no 
'• 
ass·· stance. This was an opportunity to help the head nurse to 
develop her administrative abilities . There i s no mention as 
to why Miss r. ontag did not know what was haprening , although , 
apparently she did n ot eet to the wards very often. At a. 
special meeting that Miss -~1ontag oa~led for the nurses working 
on a per diem basi s many of these nurses saw t h eir dirGctor ror 
the first t i me . These taots indicate poor leadership and quite 
likely t he effect of this kind of leadership affected the head 
nurse ' s job satisfaction. The superviso~who is the immediate 
super! or to the h ead nurse, had more · contact wi th t he head 
nur se than did othe.r superiors and, th ere:f'ore, they have more 
opportunity to give the kind of support nd assistance that 
promotes personal devel opment and satisfaction in work • 
.lll1is s ¥on tag did not appear to appreciate the need or the 
head nurses for good supervision, nor the likely relationship 
ot the qual ity or supervision t o the turnover of nurses. In 
discussing t he assignment of duties ot the assistant h ead 
nurses she appe.rently was oblivious to the he l p and support 
tha t might have been given by the supervisor.l 
Miss Q.uimby, a new assistant head nurse, was assigned to 
Miss Foot 's :J ard. Miss Foot telt t hat she had to a ssign '-iss 
Quimby to take care of patients. One wonders why this was true, 
1Nyles Mace discusses the executive's responsibility in 
supervision; see, e, g .,. his chapter on "Ooa.ching , " (Growth 
and Development of Executives); Boston: Division of Research, 
Graduate School of Business Administration, Harvard University, 
19SO. 
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There was a census of t wenty-five patient s . Four of them were 
on t he dangerously ill list, al t hough t wo of these pa tients 
had special nurses. There were th~ee per diem nurs es , t wo 
aides, and a ward helper t o oare for the patients. V ith ·~is 
staff it appears that Mi ss Foot might have used Mi ss Quimby as 
an assistant. so tha t eit her one of t hem might have gi ven the 
kind of supervision tha t would have insured good patient care 
and better development of t he staff. Miss Foot needed guidanoe 
in this inciden t as in others that have been mentioned in the 
handling or personnel. Th e supervisor made r ounds to t he 
patients and made out reports but t her e is no evidence that 
she helped the head nurse do her job more effectively. Because 
Miss Foot did not have the qualitioations for t he head nurse 
position she needed gu idanc e and supervision. and wh n she di 
not have this • it seems likely t he. t because of her own l a ck of 
knav ledge she was frustrated and tel t insecure in her wor k . 
This relates to t he third hypothesis, and give~ addi tional 
evidence of th e relationship of a feeli ng of securi t y to job 
sati sf'aotion, 
Another situation whi ch gives clear evid ence of t he need 
for supervision involves Miss Foss who was detini tely dis-
satisfi ed in her work . She w~s .an unqualified head nurse, h o 
had been pressured i nto taking e. position she did not want. 
She had been promised help in assuming the responsibilities ot 
t h position,. but she did not receive· the help she needed. She 
c o.mro.ented on taking a problem, regarding not bei ng informed 
When employees were not ooming on duty, to the head nurse's 
meeting. Apparently, she got no support or help at that time, 
and la. ter she said, ''I don t t know what • s going on;" she 
appeared to feel alone in her trouble. "l 'm too spastic," she 
said. This seems to indicate an appeal .tor help in making 
the emotional adjustment that was neoessary in her new role, 
but no help was torthooming. There was no evidence of' as-
surance and guidance to help Miss Foss develop and become mol,"e 
oapable in coping with the problems and pressures she found in 
her work. 
Another head nurse, Miss Dorst, felt that the supervisors 
had failed to give her the support that she needed. There is 
no indio ation that she expected the supervisor to have all tb. e 
answers or to be able to solve all o.t the problems, but per-
haps she did expect some consideration and recognition of her 
ideas. She had received neither. so she said, ''It was just a 
waste or words," when she ret erred to her comments to the 
supervisor. 
The dissatisfaction of the head nurses here in these 
situations, like that caused by the lax personnel practi oes, 
seems to be related not only to leadership, but also to a 
composite of the factors mentioned 1n the hypothesis. 
4. Attitude Toward the Head Nurse Pos1 tion 
There is evidence that the attitude tONard the head 
nurse position was undesirable and that this affected the head 
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nurse • s own appraisal of head nursing, and also atfeoted her 
reeling. of treedom to contribute her suggestions or express 
her ideas. ~hese situations seem to prove the fourth and 
fifth hypotheses. 
The head nurse position was one of responsibility and it 
should ba ve been held in high esteem by the people in nursing 
service. There should have been prestige. respect and oonsi• 
deration tor this position and for the nurses who filled these 
pos~tions. Time and again; however, the head nurse was not 
considered as a person and she was not given an opportunity to 
voice her opinion. This was true when the orderlies' time was 
scheduled, when Miss Peal changed Margaret's hours, when em-
ployees were assigned: to the ward, or when plans were made tor 
a new posi t1 on to help the he ad nurse. 
Other situations on the ward give further proot of this 
undesirable attitude. Miss Foss commented about the head nurse 
position on l3 west: "That ward is a jinx." Apparently, tb.at 
was the ward that had seven different head nurses in a year. 
"They needed someone to take over as head nurse. No one will 
take it." It seems evident that Miss Foss aooept.ed the 
position. reeling that it was one with extra responsibility 
and extra "headaches" instead of teeling that thJ.s was an 
opportunity tar professional growth. new opportunities. and. 
satisfaction, 
On another oooasion, Miss Foot commented that the super-
visor wanted to talk to a new assistant he·ad nurse and tell 
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her "what she was -up against on this ward~" This was a nega-
tive approach but it seems to reflect t he general attitude 
about the head nurse position that prevailed at the John Adams 
Hospital. There is no evidence that either administration or 
the other nurses recognized that it was essenti al for the head 
nurse to be a specially qualitied person with reco~ized 
abilities, if she was t .o fulfill her obligations as a leader 
and assume the responsibilities ot that position. There is 
evidence that her judgment was not sought and that her ideas 
were not felt worthy of consideration. This attitude was a 
cause of dissatisfaction. 
Miss· Dorst resigned from her position of he ad nurse.. Th 
attitudes mentioned heretofore concern t he attitudes of co-
workers about the head nurse position. Miss Dorst resigned 
because ot her c:wn attitude toward t 'he position of t h e head 
nurse in John Adams Hospital because she :felt that on almost 
every turn she was inhibited in fultilling the obligations at 
her job. There were many things that happened everyday that 
disturbed her. 
· Mia s Dorst was one of the two head nurses employed at 
·. 
the John Adams Hospital, whose qualifications met the standards 
set. It she had been less welf. qualified she would not have 
been so keenly aware of the responsibilities of her job, and the 
many obstaol·es seemed to prevent her from oarrying them out. 
No doubt the degree of satisfaction that she received :t'rom her 
work was attected by her own appraisal of head nursing. 
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Miss Dorst did not really want to resign but she f elt 
that the pressures were so great that she had to. She said 
that she thought a teaching and }esea.rah hospital like the 
John Adams Hospital should have opportunities tor the nurses 
as well a.s the doctors,. but she did not :reel that this was true. 
Miss Dorst had ideas that were comparable to the sug-
. gestions made by other head nurses. On the questionnaire that 
Miss Montag sent out, others had suggested better service from 
Central supply, improved communications, and an i n-service 
education program. In addition to these,. Miss Dorst felt that 
a controlled syste:n for uurses working on a per diem basis was 
needed, and she also recognized the need for better support 
from administration and supervisors. 
Miss Dorst's comments seem to pin point muoh that is 
significant about this study. Diagram A shows the situation 
as Miss Dorst saw it. It indicates her ideals and conflicts. 
Fran the evidence in these oases it seems likely that Miss 
Dorst expressed the feelings and conflicts ot other head 
nurses, which was a oontri buting tao tor in the turnover among 
head nurses. Perhaps the reasons they lett were the same as 
Miss Dorst's. 
5,. Conclusions and Plan or Action 
Although the amount of evidence presented in regard to 
eaoh or the five hypotheses varies, eac.h has been proven to be 
true in that the relationships they predict between job satis-
Diagram A. The Situation a s Perceived by Miss Dorst 
' I don't have time to 
GONF'U CTS orient the new nur se. 
I didn'·t know she was 
CONFLICTS 
coming~ 
Central Supply could 
save the nurses s o much 
time • Wh y doesn't ad-
ministration do s oma-
. thing about this. 
OONFUCTS 
The· supervisor is no 
help. Telling her my 
problems or ideas is 
just a waste of wards. 
CONFI..ICTS 
Admini stration is 
unfair. The per diem 
nur sea have a ll the 
advantages a nd the 
head nurse have all 
the troubles and re-
sponsibil ity. 
CONFLICTS 
IDEALS 
I should supervis e and help 
the members of my starr in 
a positive w-ay. 
I should help the new nur.se 
..and oreint her to rny ward. 
I am responsible ror the care 
ot the patient; if someone-
doe sn't · do th'9.m; I Must. 
1 am responsible to the stu-
dents.. 
I have more work t hen I 
can possibly do. Giving 
and charting medications 
and running the ward too. 
CONFUCTS 
I n ever get to do any 
supe:'v.t-sion 
The only time I s peak 
to th e s tudents is 
when I see them doi ng 
s·ome.thing. wrong 
I don't knew . what's 
going on. The per 
diem nurses had a · 
meeting but · I don·' t 
knav what it was 
about. 
CONFUCTS 
Administra tion d oesn•t 
have a ny authority. The 
per diem nur s es dictat 
to them. The new gradu-
ates would work regular 
staff duty instead or 
per diem if they .had t o 
t-
~ 
1-' 
1-' 
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faotion and various attitudes ot the head nurse have been 
shown by tlle oase studies to exist. The hypotheses are: 
l. The degree of satisfaction felt by the head nurse is 
significantly related to the degree to which she has 
an opportunity to fulfill the obligations and duties 
that are expected of her, 
2 , The degree of satisfaction telt by t he head nurse is 
related to the nature of leadership behavior she ex-
periences or perceives in her superiors, 
3, The degree of satisfaction a head nurse feels is re-
lated to the degree ot security whic h she feels in 
her work. 
4. The degree of satisfaction a head nurse feels toward 
her job is significantly related to her own appraisal 
of head nursing. 
5. The degree of satistaotion a head nurse feels is re-
lated to. the opportunities she has to express her 
ideas and to contribute her suggestions betore her 
superiors take action. 
In co nsidering a plan of action that will reduce the 
rate o~ turnover at the John Adams Hospital• it is essential 
to have skillful leadership and sound administrative practices 
i:f the plan is to be effactive, Skillful leadership would 
provide an atmosphere of contidenoe. '!'his atmosphere could 
not be created overnight but it would be a gradual process. 
One of t .he ways of accomplishing this would be through demo-
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cratioally conducted head nurse meetings in which leadership 
oame from the group and their ideas were actually pooled to 
bring about a decision or a solution to a problem. Involving 
the head nurses in planning would be conducive to oreating a 
reeling of worth and to developing an a.t.mos:phere fo: confidence. 
It is also necessary to follow up the plan with action. 
In developing an atmosphere of confidence. autocratic 
techniques would be excluded and the o ourse of action would 
provide for the head nurse and all ot the workers to have an 
opportunity to hear and be heard abou.t matters that pertained 
to them. It would promote a sense ot loyalty among the workers 
to the organization through appreciation of the rights of the 
individual. but also through an appreciation or the demands ot 
the nursing department in regard to patient care. 
Aotion taken should involve a reoogni tion of the quali-
ties and abilities that are essential tor the head nurse so 
that nurses appointed to that position would be selected and 
not pressured into this position. Furthermore, the head nurse 
would be given authority as well as responsibility in managing 
her personnel and directing the aoti vi ties of the ward. 
An atmosphere or confidence could be created only it the 
head nurse reoei ved the support and guidance that she needed. 
Leadership that showed the competence ot the supervisor could 
be motivating for the head nurse who was insecure. Better 
supervision and in•servioe education would also be valuable in 
increasing job satisfaction. For a group of nurses who had no 
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preparation in Ve.I.·d Administration, an in-service program is 
vital. Even if the nurse has capabilities, she needs direction 
and assistance in learning the complicated skills of being an 
et'fective head nurse. 
Sinoe there is a shortage of nurses, the direotor might 
find it advantageous to study the duties of the supervisors 
and administrative assistants critically to see whether some 
of their present activities could be replaced by ones that 
were more in keeping with the improvement of nursing service 
through the maximum development of the individual.. Perhaps 
some of the supervisor's time might be spent in developing an 
in-service program.; perhaps first for the head nursea and later 
tor staff nurses. This should eventually include an orienta-
tion program tor all personnel employed in the nursing depart• 
ment. 
sound personnel policies and practices and positive 
admin1strati ve decisions tor all employees would lessen the 
t'rustrations of the head nurse and would also be influential 
in improving the quality ot cue given to the patient • The 
syst~a of employing nurses on a daily basis should be oontrolled 
in order that the service purchased in this manner would pro-
vide a oonsistant . source o£ supply. Although the nurse with 
home responsibilities might be offered an opportunity to seleot 
the hours and the deya she worked, the plan should be aontrollai 
so that there is greater stability in the statf'ing pattern. · 
The.ir pay scale should be based on the qualifications, ex-
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perienoe, responsibility and type of positions. 
By raising the salaries and the standards of t he men 
employed as orderlies and by providing a training program and 
a better control of their performance. the orderlies could 
provide a more valua. ble serv,ic e to the care of the patient and 
to the head nurse. Having the aides and ward helpers trained 
on several speoi.fied wards would reduce the oatagories o.f 
workers wi t .h which the head nurse worked. This would simplify 
the head nurse•s job and provide tor more efficient service. 
It appears obvious that this plan for action is composed 
of many parts that are all related,.. The order in which these 
ideas are developed is of less importance than the way in which 
they are developed. The high rate ot trunover is actually a 
symptom of a more serious malady. The direction for improve-
ment must be democratic and not lassez-taire. 
The problem that was studied in the paper is, what are 
some of the factors that influence the turnover among the head 
nurse group on thirteen clinical nur sing wtits in the John 
Adams Hospital? 
This study has approached the problem of turnover from 
t he point ot view or specific sit uations thut occurred on t he 
job. The data were collected by observing and interviewing 
people in t he work situation , including a l imited number of 
head nurses, over a period or tour months on thirteen clinical 
nursing units. By describing the totally observed situations 
or specified aspects of a total situation. the facts obtained 
are presented in three cases. 
In this study it was assumed that job satisfaction and 
turnover are related so that s1 tuations that produce dis-
satisfaction also produce turnover. There are repeated evi-
dences in the data of situations in which the head nurse was 
oo.nt"used, fru s trated, and dissatisfied due to causes within 
the control of nursing service administration. 
CONCLUSIONS 
Events in th e oases were analyzed under the following 
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· categories: 
1. Administrative practices 
a. Method of assign.ruant o!' personnel 
b. J~uthoritarian methods 
.:l 
o., Laxity in oari-ying out personn el :policies 
2. Head nul·se qualifications 
.3. Leadership and supervision 
4, Attitude toward t .te head nurse position. 
The c ategories refer to f'.actors in nursi ng service administl·a-
tion, As a result of them. situations were created which 
e.ft ecteo. the satisfaction of the head nurse with her job. The 
hypotheses d efiile the attitudes within the head nurse about 
her job which arise from her experiencing the situations. They 
have b een proven to be true in tlla:t the predioted relationships 
have been f ound to oo our • 
REO OMMENDATI ONS 
Beoaua e of t he imp.ortanoe ot the head nurse as a key 
person in the administration of the patient unit, the rate o:r 
turnover among head nurses is a problem. that is significant 
and complex. This study is merely a beginning investigation 
into t he nwn.erous proplem.s in t.b.is area. 
It is re~om.mended that f'urtl'ler study be done as to how 
frequently p:roblem.s desorib$d in this situation occur in other 
hospitals. Are inadequate leadership and supervision. in-
ef'feoti ve o.ommunioations, lax personnel pra.otice, and 
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undesirable attitudes tmvard the head nurse position common 
in other situations? Vhen these factors are present, is there 
always a high r a te of turnover? ' hat is the correlation of 
the factors me ntioned in the conclusion with the rate ot 
turnover i~ a random sample of hospitals? 
S~nce job dissatisfaction is a result of various atti-
tudes whi.oh include individual adj ustment and group relation-
ships outside t he job, it is obvious that specific job factors. 
as determined in this study~ give only a par t of the total 
picture of the causes of dissatisfaction. Because only one 
segment of the c auses of dissatistaction is explored here, i t 
is recommended tha t further study needs to be done or other 
factors t.ba t may cause dissatisfaction., 
A study is recommended to determine scien·tifically the 
effect of the rate of t~nover. among the head nurse group on 
the nursing service. The quality of care given the patients, 
the cost, and the results of disrupted relationships with 
other personnel are areas that need exploration to give more 
concrete evidence of the nature of the problem as well as its 
consequence. 
Does dissatisfaction affect the quality of work and 
morale or the head nurse more direct ly than it affects the 
rate of turnover'? Dissatisfaction is t h ought to be one of the 
causes of turnover. What is its relative importance with other 
oauses of turnover, suoh as .marriage, pregnancy. and retire-
ment? Is dissatisfaction a major or a minor oause in the 
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t urnmrer o r head nurses? 
Vll t h a futur e i n nursing t hat promises a great er demand 
for nursing s erv~ce than ever bef ore , it is imperativo that 
we seek t o develop and perfect useful techniques tha t will 
allow for maximum effectiveness f rom the nurse powei· that is 
available. If u nigh turnover amone t he head nurses i s c used, 
in part , by poor administration of the nursi ng service , as t h is 
study i ndicat es , t en it is essentiEu not only to investigate 
t he causes a_ d t heir relative i mportance, but to lear ... what to 
do about the causes. 
Fur t her i nvest i.eation as to h01.ro t o Jlreve t or e li 1.lnate 
t he factors \l1ich caus e the turnover is imperati e . escarch 
i s needed to determine the best way to as s ign perso nel flO s 
to allo for flexibility with i n stability i n a si t ua tion where 
t he avai l able supply of nurse power is limi tcd and , at t he 
s ame time, main t ain satis f actory conditions for the head nurse . 
V'ha t are ways of improvin leadership and administrative skills 
tor nursi ng administrators? Further s tudy i s recommended in 
regard to ways of bringing a bout a change in the attitudes of 
personn~l in nursing ser vi ce a bout t he head nurse . 
The stud ies t hat have b""en recommended would prove 
valuable i n finding ways t o make the head nurse position more 
desirable and i n i mprovi ng the quality of patient care . 
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